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Auditor-Controller

SUBJECT: eCAPS PROJECT STATUS REPORT - JUNE 2005

The eCAPS Project is on schedule for the go-live implementation of all planned
modules by July 1, 2005.

The focus of the eCAPS Project for the last two months has been working on a variety
of project tasks to prepare the production environment and train the staff to successfully
meet the July 2005 go-live date. These tasks included setting up the application
production environment; completing the performance testing of the application; testing
the interfaces from and to department systems; loading the final Chart of Accounts and
other table values for use in FY 2005-06; conducting end-user training and establishing
the security settings for use of the application.

Project Status

Project On Schedule: Yes
Project Within Budget: Yes
Issues Requiring Attention: Interfaces; Security/Workflow; Reports
CIO Oversight Concerns: Yes

The eCAPS Project remains on schedule for implementing the new financial system on
July 1, 2005. KinGap and LEADER warrants/direct deposits were prepared on Monday
June 27, and the first data entry for departments for FY 2005-06 will begin on
Wednesday, June 29.

“To Enrich Lives Through Effective and Caring Service”
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The project team was successful in bringing the development of interfaces and reports
back in line with the schedule. Currently, four major activities are facing the project
team in preparation for the implementation schedule: 1) completing end-user training; 2)
full volume testing of interfaces; 3) establishing the daily production schedule; 4) and
establishing the user security/internal control plans in the application.

Phase | - Project Accomplishments This Period

Project accomplishments for the previous two-month period include:

Completed the majority of the end-user training (over 2,900 end-users) for all
eCAPS major functional areas, as scheduled, by June 24 (key milestone). Follow-
up and refresher classes are scheduled after June 24 for these functional areas for
departments. In addition, training sessions on the use of reports and training for
departmental security coordinators are scheduled for this week.

Continued the testing of software modifications delivered to meet County business
requirements and conducted Integrated System Testing of each functional area. All
critical issues will be resolved by go-live and remaining issues will be addressed
during the warranty period.

Finalized the Chart of Accounts values to meet departmental business needs on July
1. Table value updates will be completed on June 28 prior to opening on-line entry
for departments.

Completed the testing and received approval of warrants for all bank accounts from
Bank of America.

Established an Auditor-Controller Help Desk Plan for support of the application after
go-live, including:

o Posting all user manuals on the eCAPS Project web-site;
o Creating quick reference guides for each functional area;
o Continuing availability of the Learning Environment for practice;
o Establishing email accounts for questions;
o Establishing an on-line web application for reporting incidents; and
o Establishing phone numbers to call for assistance.
Received internal control plans from each of the departments for applicable areas.

Completed the certification of 96 out of 102 inbound interface files from departments
for legacy applications that will be sending files to eCAPS, such as department
applications requesting warrants, DHS procurement and patient accounting
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applications and DPW's financial application. Remaining files related to processes
not occurring on July 1, such as 1099, will be processed next January.

Planned Activities for Next Reporting Period
The eCAPS Project Team'’s focus for the next two-month period is to:

« Complete the activities necessary for the start-up of eCAPS, including completing
end-user ftraining; finalizing reports; finalizing table set-up and establishing
security/workflow in the new application;

e Transfer information to eCAPS from CAPS based on the year-end close and final

values in CAPS;

Transfer the commitments and accounts payable from CAPS to eCAPS;

Transfer beginning fund balances from CAPS to eCAPS;

Transfer balance sheet balances from CAPS to eCAPS;

Transfer contracts and balances from CCMS to eCAPS; and

Update eCAPS based on final Board of Supervisors’ budget actions.

Interfaces
¢ Complete the testing of files from departments for inbound interfaces; and
o Establish the daily schedule for processing inbound and outbound interfaces.

Reporting

¢ Complete developing all reports planned for availability on July 1;
¢ Move the reports into the production environment; and

¢ Conduct department training on accessing the regular reports.

Phase | - Project Issues and Corrective Actions - Developing System Interfaces,
Reports, and Security and Workflow

There are three areas that provide the most risk to a smooth transition to the eCAPS
application: interfaces, report performance, and establishing security/workflow.

Interfaces

The eCAPS Project Team has worked with departments to certify that the inbound
interfaces that will be received from departments will be in the proper format and meet
the data requirements for entry into eCAPS. All interfaces needed for July 1 have been
certified and test files have been successfully loaded to the eCAPS application.

The next step is to test a full volume file in the production environment. Even though
test files worked properly, additional issues have been uncovered when a full volume
file was tested. The eCAPS Project Team continues to work with departments to



Board of Supervisors
June 29, 2005
Page 4

resolve these discrepancies and is confident that all critical files can be successfully
loaded into eCAPS.

Because of the delays in receiving inbound files, creating outbound files that will be sent
to departments continue to lag. Until a department successfully delivers an inbound file
of data, a successful outbound file cannot be produced. Again the eCAPS Project
Team will continue to work with departments to meet their departmental needs and
assure the successful receipt of eCAPS information.

Reports

All planned Cognos Reports for July 1 have been developed and are currently under
final review. An area of concern is the performance and response time in producing
reports. The eCAPS Project provides all reporting on-line with the capability to print
reports locally. This is a new approach and the performance of generating the reports
on-line continues to be fine tuned. There is a concern that as more data is entered into
the eCAPS application the production of reports will be slowed. This issue will be
closely monitored.

Security/Workflow

The eCAPS application provides for automated security and document approvals
(workflow). This was available in CAPS to a limited degree and will be used more
extensively in eCAPS. This is an area that will be closely monitored to ensure the
correct levels of approval are applied to documents and that delays in processing do not
occur.

Other Issues

In addition to interfaces, departments will continue to experience additional workload as
they assess the impact of the eCAPS Project design on their business procedures.
Over 2900 staff has received training, but departments may have difficulty transitioning
to eCAPS as staff begins processing documents. The Auditor-Controller will provide
departments assistance through the eCAPS Project Team and the help desk created to
support the application.

Phase Il - Accomplishments and Planned Activities for the Next Period

On April 19, 2005, the Board of Supervisors authorized an amendment to the eCAPS
contract with CGI-AMS for five subprojects to the e CAPS Project:

e Budget Preparation (initiated in April 2005)

o Time Collection (initiated in April 2005

¢ Materials Management — Procurement, Inventory, Fixed Assets (July 2005)
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e Human Resources Design (July 2005)
e Legacy System Analysis (July 2005)

The first two subprojects (Budget Preparation and Time Collection) began in April and
are progressing with the design phase for the subproject. The remaining three
subprojects are currently being planned and are not scheduled to begin until late July or
early August.

Budget Preparation (BP)

The BP project team is comprised of six County staff from the CAO, Auditor-Controller,
Sheriff, DPW, and ISD and a Team Lead from the CAO. CGI-AMS currently has two
staff, increasing to four in July. The team has:

e Completed the draft Project Control Document for the BP subproject;

« Held the project kick-off meeting;

« Installed the software and began loading data for prototyping in the prototyping
environment;

¢ Developed prototyping scripts;

« Held at least eight informational sessions with departments to gather information
on the department’s existing budget preparation requirements; and

o Began project team training on the application.

The project team will complete the development of prototyping scripts and begin the
prototyping sessions around July 15.

Time Collection (TC)

The TC project team is comprised of seven County staff from DHS, Auditor-Controller,
DHS, Sheriff, and DPW with a Team Lead from DHR. A project site has been relocated
to available DHS office space in El Monte. The team has:

e Completed the draft Project Control Document for the TC subproject;

¢ Held the project kick-off meeting;

e Began loading data for prototyping in an AMS prototyping environment (the
prototyping environment will be established on County equipment in July);

e Developed over 130 prototyping scripts;

« Held several informational sessions with departments to gather information on
the department’s existing timecard requirements;

e Began project team training on the application; and

« Started prototyping sessions the week of June 20.
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Chief Information Office Oversight Concerns and Recommendations

The eCAPS Project Team has implemented key actions to mitigate any potential
business interruptions prior to the July 1 go live — the special processing of critical
KinGap and welfare payments and making the eCAPS application available early to
departments for online data entry. In addition, the Chief Information Office (CIO)
canvassed all 38 departments to identify any potential issues (e.g., interfaces,
testing, training and access) affecting departmental readiness for the eCAPS
implementation and go live. The results were shared with the eCAPS project team
and they are actively working to address key issues that were identified.

The testing of inbound and outbound interfaces continues to be a concern. Full
production file testing has uncovered processing issues, which are being addressed
by the eCAPS Project Team and affected departments. Good progress is being
made to help mitigate any potential departmental business disruptions.

The CIO has brought in additional Cognos assistance to help the eCAPS Project
team diagnose and resolve report performance problems. They identified
opportunities to improve report response time and performance, which will be
implemented post eCAPS application go-live. An interim approach has been utilized
to develop these reports, while report performance and response issues are being
resolved. The CIO will be working closely with the eCAPS Project Team to ensure
that this will be addressed quickly and effectively.
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